36
www.timreview.ca
TIM Lecture Series

Insights from Success and Failure in Technology Businesses
Chris McPhee, Peter Carbone, and Sean Silcoff
Overview
The TIM Lecture Series is offered by the Technology Innovation Management (TIM; timprogram.ca) program at Carleton University in Ottawa, Canada. The lectures provide a forum to promote the transfer of knowledge between university research to technology company executives and entrepreneurs as well as research and development personnel. Readers are encouraged to share related insights or provide feedback on the presentation or the TIM Lecture Series, including recommendations of future speakers.
The first TIM lecture of 2016 was held at Carleton University on January 27th in celebration of the recent pub The journal emphasizes research-based solutions to practical, real-world problems in emerging domains. It provides its authors and guest editors with opportunities to explore and legitimize new ideas. And, to encourage a diversity of perspectives -both in terms of having a global reach and receiving contributions from academia, industry, the public sector, etc. -the journal is open access and has no author charges (timreview.ca/authorguidelines).
In the 100th issue, McPhee (2015) contributed an article that looked back over the journal's first 100 issues, the themes they covered, trends in authorship and readership, and future opportunities and challenges for the journal. In its 100 issues, the journal has featured more than 500 articles by more 600 authors. (McPhee, 2016;  amazon.ca/dp/B01AZW6J98/) -features the 15 most popular articles published in the TIM Review based on visits to the website. It provides valuable insights on fostering entrepreneurship, managing innovation and teams, and delivering value to customers, and it will be of interest to entrepreneurs, managers, researchers, and others.
The TIM Books website (timbooks.ca) provides details on the entire TIM Books series, which includes the following titles:
For Technology Entrepreneurs
Business Models for Entrepreneurs and Startups
Value Co-Creation
Cybersecurity
Open Source for Entrepreneurs
Living Labs
Most Popular Articles Part I: Peter Carbone -Lessons from the Evolution of Business
In inviting a speaker to mark the occasion of the 100th issue of the TIM Review, Peter Carbone was the obvious choice given his many contributions dating back to his authorship of the first article ever published in the journal (Carbone, 2007) and several subsequent contributions, including an article that appears in the new ebook of the journal's most popular articles. He has also contributed as a top-quality guest editor, reviewer, and advisory board member, and he has been a key factor in the journal's success. In the first part of the TIM Lecture, Carbone shared the lessons he has learned about the evolution of business as a technology executive and practitioner of strategic planning, and he mapped this evolution to the corresponding changes seen in the topics explored in the TIM Review over its first 100 issues.
Carbone explained that, over the last 30 to 40 years, there have been enormous shifts in virtually every factor that affects a successful business, and, for much of this time, industry has worked with academia to try to understand the levers to gain competitive advantage, or to even just keep up in the market. Based on examples from his experiences with this evolution in the telecommunications industry, Carbone identified seven areas of insight and key lessons learned, which are summarized below:
1. Customers
• Sales is not about the product; it is about putting the customer's well-being ahead of your own. Engage with customers, and make sure they are always at the table and part of the solution.
• Long-term planning is strategically critical for any company. It helps you decide what to do, but also what not to do and with whom to partner.
• You have to understand the physics of a deal. Is the customer right? What are they really asking for? Do they really know what they need or what technology to bet on? Do your homework and have your own opinion.
Competition
• There is always competition, and it increasingly coming from unique and disruptive combinations of fundamental elements.
• Business model disruption is hard to anticipate, address, or leverage.
• The winner is the one who appropriates value, not necessarily the one who creates it. And, there are different ways to appropriate value.
Open Source
• Open source is a valuable strategic tool, not just an engineering tool.
• It can be used to take out competition by reducing their strategic advantage, thereby shifting the value to where a company can compete.
• Open source facilitates collaborative innovation, but there are cultural implications: developers and managers must overcome the perceived need to own and www.timreview.ca
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Business ecosystems
• An ecosystem can magnify capability, enhance reach, and improve responsiveness. The benefits of a successful ecosystem are substantial, but setting one up is easier said than done, largely because of trust issues.
• Particularly for custom development, a business ecosystem can be a mechanism for partnership with customers.
• Success depends on the ecosystem providing a "winwin" for everyone in terms of commercial success. Participants must have mutual self-interest.
Mergers and acquisitions
• Mergers and acquisitions are a popular mechanism to address time to market, to contain investment, to enter new markets, and for the scaling or exit of startups.
• There are various possible models of integration: the right choice depends on what is motivating the merger or acquisition. For details, see Carbone (2011) .
Investments in the future
• Large companies manage investment across three horizons: immediate impact (H1), short-term impact (H2), and long-term impact (H3). The challenge is to balance investment across all three horizons without sacrificing one at the expense of another. This task is not easy because each horizon has different, and often competing, characteristics.
People
• A CEO requires deep knowledge of the business but cannot succeed if their influence clashes with the company culture; they must command respect and be followed. Trust and respect drive productivity.
• Empowering means incenting, but you must create a specific incentive to achieve a particular outcome.
• A company is a complex community that should be leveraged, not overridden. Key lessons Silcoff shared from the investigation and book included:
1. Timing is everything: you need the right product in the right place at the right time.
2. Conviction is very important: you cannot always listen to what customers think they need.
3. Innovation without commercialization is not enough: you need to get the technology into people's hands.
4. Leadership is key: you can have co-CEOs, but any board that allows such a structure must regularly revisit the arrangement, possibly as often as every board meeting.
5. Technology is only part of the disruption story: it is just as important to change the rules to destabilize legacy businesses.
6. With the current rates of innovation, time is a luxury that you cannot afford. 
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